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A GENERAL PROPOBAL FOR A NATIONAL INTELLIGERCE CENTER

Section 1, General Criticism of CIA and its Role as a Coordinator
of Intelligence

The Objective of an Intelligence Service

"Intelligence is an institution; it ism a physical organization
of living people which pursues the special kind of knowledge at is-
sue, Such an orgamization must be prepared ito put foreign countries
under surveillance and must be prepared to expound their pasts,
presents, and probable futures, It must be sure that what it pro-
ducee in the way of information on these countries is useful to the
people who make the decigiouns: thst is, that it is relevant to
their problems; that it is complete, accurate, and timely, It fol-
lows that such an organization must have a staff of skilled experts
who at the same time know (or can be told) what the current foreign
policy and strategic problems are, and who will devote their profes-—
sional skill to producing useful information on ihese problems.”

To recapitulate: A real natiomal intelligence service is an

ingtitution of organized experts joined in the guided pursuit of

that kind of knowledge which is essential to the solution of our

current and future problems of foreign policy amd national strategy.

¥We bellieve that this is the single purpose and objective of any na-
tional intelligence service; we bollieve that this is its basic rela-
tionship to the government which it supports,

The kind of intelligence which an organized intelligence agency
produces is esesentially "ordered, useful information:"

2., “the kind a strategist must have to lay his plans and

carry them out;”

.....
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b, *the knowledge which our highly placed civilians and mil-
itary men must have te safeguard the national welfare;”

Co "the knowledge upon which a successiul course of action
can be rested;"

d. "the single best answer,”

¥e believe that this "end-product” is the "raison d'etre” of
any intelligence agency and that the quality of its production is
the only legitimate measure of 1its effieiency,

Congressional Intention in Establishing CIA

¥ith the approval by Congress in 1947 of the National Security
Act, the United States for the first time acquired a national intel-
ligence service with a statutory foundation, This Aet, "in the
interests of national security” and "for the purposes of coordinat-
ing the intelligence activities of the several Goverament depart-
ments and agencies,” directed the CIA:

a, 1o advise the National Security Council in such mattiers
of intelligence as bear upon the national security;

b to recommend to the National Security Council measures for
intelligence coordination;

Co itself to cerrelate, evaluate, snd dissemiamate national
security intelligence; and

d, to perform such other sctivities which might be directed
by the National Becurity Council or which, better cemtralized, might
penefit existing intelligence agencies,

It is apparent from the lamnguage of this basic mandate that the
Congress intended to obtain through the operations of CIA the follow-
ing minimum objectives:
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Re basic informational support for the strategic policy~
making agencies also established by the 1947 statute-~the Kational
Security Council and the National Security Resources Board;

b. coordination, i.,e,, the maintenance of order and effici-
ency, among the prevailing multiplicity of departmental intelli-
gence agencies; and

Cq a high~level, all-source intelligence service which, to-
tally divorced from policy formation and implementation, would have
the clearest possible claim to accuracy, honesty, and, above all,
objectivity.

CIA's Performance

To what degree is CIA fulfilling these original aspirations?
In our candid opinion, it has been a considerable failure as a co~
ordingteor of the governmment's intelligence sctivities, and it has
itself produced an intelligence product which 1= not as strong,
useful, and timely as it might be, The first deficlency is ome
in CIA's external relations; the second springse from weaknesses
in CIA's intermal situation, ¥e propose to give some atiemtion
to the coordination problem im this section, and to explore the
weaknesses contributing to a less-than~satisfactory intelligence
product in the following sectlons,

CIA as » Coordipnator of Intelligence

CiA's failure as a coordinator is not entirely its fault, for

the National Becurity Act did not give 1t control over the activi-

ties of other intelligence servicez, From the terms of the Act,
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CIA is not "cenmtral,” but "peripheral,” according to "the estab-
1ished gospel that natiomal intelligence is a task far beyond the
scope of any single agency." Moreover, CIA has been shy about as—
serting evea those prerogatives which seem implicit in the Act,
Haking proper allowance for our deficiencies, we nevertheless feel
that our five~year experiemce in "bullding a good intelligence ser-
vice for the first time im our history" has expensively disproved
the established gospel, CIA can do the job, if it is given author-
ity and will undertake internal reforss,

¥We sre fortunate in having at hand & classic statement of
workable criteria of coordiaation, developed by a respected anthor—
ity in the field of political selencs and specifically directed io
the problenm of intelligeace coordination, In his view, the essen—
tial dimensions of coordinated intelligence activiiy are in sub-
stance:

a, in the overall field of imtelligence activities, the es~
tablishment of clear-cut jurisdictiouns;

b, 4in the sum total of intelligence output, evidence of the
existence of 2 mechansim for the "policing" of jurisdictions;

Ce in intelligence production, the enforcement of standards
of gquality;

d, in preduction review, diagnosis of and correction of in-
telligence failures;

e, over imter-departmental functions, the existence of some
centralized management;

f, among the respective intelligence agencies, the develop~-
ment of centralized personnel pelicies,

CONFIDFN AL
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It is our view that any ebjective survey of the curreat opera~-
tions of the multiplicity of agencles which are now engaged in the
production of intelligence will not support the conclusion that
these legltimate criteria of "coordination™ are operative, A law
which was based on the faulty concept that coordination is possible
without control has compounded the confusion rather than eliminated
it, and the primary intention of this legiglative act remains to be
achieved, 1In justification of this conclusion, we invite a review
of the mere amumber of agencies which are independently producing
intelligence information om all fields and widely disseminating it
throughout the govermment in the form of periodic publications.

What are the consequences of this faulty law too cautiously
exploited?

a. There is confusion, duplication, and poor coverage in the
field of intelligence collection, with wasteful mmnlti-dissemination
of raw data,

b. There is duplication and competition in the field of fin-
ished intelligence production,

C, There is expansion of departmental intelligence reporting
into the field of national security intelligence, accompanied by
persistent temptations toward "imperialism.,”

d, There is a multiplication of "intelligence sgencies™ with
corresponding inadequate utilization of existing intelligence facil~
ities,

e, There is the absence of useful contact between user agen-~
cies and production agencies with corresponding neglect of guidance

in collection,

Approved For Release 2000/04/18 : _cllA-Rg;;g,ng762Aooo4ooosooo1 -9




b L

Approved For Release 2000/04/18 : CIA-RDP7
CONFIDENTIAL 9T01762A0004008§OQQJ-9

5 There is competition for limited talent.

s In the furor, there is deterioration in the end-product
on all sides,

h, There is the over-all failure of CIA to emerge as a cen~
ter of information to which all legitimate users might tura for
guldance in preparation for decision,

i. There is, therefore, an awiul waste,

Remedies

%hat are the remedies?

e The definition of "unational security intelligence" as
that intelligeace which bears directly upon the interdepartmental
pelitical, military, and economic policies of the Unmited States
with respect to other aations, excepting only that data bearing ex-
clusively upon operations of uni-departmental concern or responsi-
bility.

b. The granting to CIA, probably by amendment of the National
Security Act, of exclusive jurisdiction over the dissemination of
pational security intelligence, with guaranteed access 1o ravw data
of national security interest, and with directional suthority over
the ecollection of all intelligence data.

Ce The acquisition by the Central Intelligence Agemcy of
vyeal coordinative authority,” as previcusly detiped, over the re~
stricted "departmental"” intelligence functions of other agencies,

d. The recruitment of persennel, either new or released, and
their efficient organization within a CIA capable of fulfilling the
requirements of national security intelligence collection, evalua~-

tion, and dissemination,
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We believa that the change of administration which has occur-
red this yvear and the consequont necessity of fimding a relation-
ship to the new Chief Executive, the National Security Council, and
the executive branch of the government as a whole, provides an in-
comparable opportunity for the Central Intelligemce Agency to seek
a legislative amendment, as well as to reorganize itself intermally,

The aasture of this internal reform will be discussed in the suc-

ceeding sections,
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Beetion 2, Organization

Critique of the Present CIA Orgamization

As an cover=-all Judgnént, it is our candid opinion that the Cen~
tral Intelligence Agency as presently organized and oriented holds
little promise of adequately fulfilling the basic intelligence
function as outlined in the préviaus section, It remains some~
thing considerably less than "a collection of devoted specialists
molded into a vigorcus producing unit,” It has not yet omerged as
an agency of cosmon ard cleariy definable purpose, Individual units
have acquired, a® we have been warned against, a "vested interest in
some operation of fergotten importance,” In eonsequence, we are
failing to produce s product which "bears the unmistakable sigas of
superior research, cautious development, sound design, and careful
production,”

There is, however, no legislative obstacle to the Central iIn-
telligence Agency's:

a, defining its objectives and purposes;

b, devising an organization with appropriate emphasis upon
collection, analysis, and dissemination~-and in particular organiz~
ing these services in support of each other and to the common ob-
jective of making intelligence known and useful to its intended
CONBUMErs;

Ce establishing a system of intelligence publications which
is an effective medium of reporting;

de providing the requisite personnel and facilities for each
producing section, without which employees are defeated by sheer

volume and confusion:

CONERENTIAL
SECURITY MiFanMATIAV
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€e providing the physical surroundings which make possible
maximum effectiveness; and

fe launching a real career intalligénce gervice which would
attract and hold the oxperts who are irreplaceable,

CIA's purpose we comnsider to be amply defined in the opening
two paragraphs of this paper, Ve will proceed mow te explore the
remaining tasks,

¥ithout discounting items of credit or igporing the probable
neceselty far the Central Intelligence Ageney to develop through
experience, we would warn that palpable organizational faults have
developed which, if they are permitted to crystallize, will seri-
ously frustrate the utility of the Central Intelligence Agency as
2 national intelligence center, Im summary, we would characterize
the fundamental orgamizational failure as the triumph of function

over area, and the isolstion from ench other of functiems which--

in terms of area--aremutually supporting, A4S a result, each

function suffers in its pértaruance.
a, It is true, of course, that within intelligemace opera~
tions at least four specific functions can be distinguished: c¢ol-

lection; resesrch~-including both general and specific; current re-

porting or analysis or evaluation-~including spot reporting and the
pericdic survey; and prediction. {(There is no logical reasos,
other than doubtful convenience, for the inclusion of certain

other types of covert functions within the intelligence operation,)
But, while these functions can be isolated, it is of elemental im-

portance that they be not so isolated, They must all serve the

single, common, and overall purpose of contributiag teo the total

knowledge of any problem in aational security or well-being., Ex-
s TR A '
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perience has demonstirated agaln and again that the only practicable
approach to the solutiosm of intelligeace problems is to organize
these basic functions in support of the production of area intelli~-
rence,

Iz, if for convenience we consider only those divisions of
CIA which correspond to the essentially intelligence operations --
namely the covert collection operations of FI, research operstions
in ORR, current analysis in OCI, and prediction in ONE -- we will
find that the principle of rigid subordination of function to the
common purpose of producing aresa intelligence has Leen dangerously
sacrificed to the false principle of isolated functiion,

(1) FI:

(a) Its central headguarters is physically remote
from thgﬁgiviaians~it must logically support.

(b) ¥hile even liaison is a poor substitute for
daily-working-together, there is no provision for regular
contact hetween the working desks of the collection and
user divisions,

(c) Although a system of targets is reputedly in
operation, it is limited, inadequate, and notoriously ip-
flexible. One important country of which we have knowl-
odge houses hundreds of operatives but has not a single
indigenous target.

(¢) The prevasiling system of spot requirements is
so cumbersome and uncertain that it is typically atilized
by the current reporting desks only in moments of desper-
ation,

(e) The processing and evaluative organization within
F1 has no control over the kind, quality, snd volume of raw
data which it receives.

(f£) Above all, being remote from its end-product and
iittle influenced by its ultimate consumers, FI is notori-
ously developing a "vested interest" in the coamduct of its
operations and in the preservation of their security. It
has cultivated a disastrous psychology among its employees
that the operation, and not the product, is the important
thing,

Approved For Release 2000/0&{1“‘2@%’@%791-01762 A000400050001-9
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(g) Inevittb1¥, therefore, FI is guilty of produc-
1:{ "useless intelligence” and of failing to produce in-
telXigence which ig useful,

(2) omE:

(a) By its essentially topical and functional in-
ternal orgamization, ORR raises needless obstacles to
its effective cantribntion to the current reportorial or
predictive eperation, and hence, to s common end-product,

- (b) ORR, which should legically be CIA's general
research ceanter, makes no contribution on foreign psycho-
logical, sociologieal, and cultural topics equivalent to
its production in the economie field,

(c) ORR has only an iacidental current reportorial
outlet and the contribution which it might make to the
solution of day-to-day policy problems is therefore un-
necessarily restricted,

(d) Being likewise physically remote from current
and predictive reporting, ORR is also in constant danger
of having ite research projects marred by untimeliness
and inaccuracy,

(3) ONE:

(a) On the dublous assumption that predietion can
emerge in 3 vacuum, ONE has isolated itself from the
other functions of CIA to a dangerous degree,

(b) 1t has too frequently failed to hold mutually
advantageous consultations with those specislists more
current in area knowledge,

(c) Ve seriously suspect that psychologically, ONE
has rather shamelessly etp%c%fed a doubtliul éintinﬂ%t@n
between thé isolation of a present situstion and its pro—
Jeetion into the future. Furthermore, we s ¢t that
ONE exercises far too little care in unnis?%iggib identi~
fying its operations as projecting or extrapolat ng in
this instance, and guessing in the next, Otherwise, we
cannot account for the imtellectual arrogance suggested
by ome proposed preoject: namely, the cutlining of West
German developments for the next tem years!

(4) ocI:

{a) With the superimposition of a global strategy
staff of uncertain jurisdiction, it has distorted an es-
sentially correct area organization and Jeopardized the
integrity of the ares desks,

ENTIAL
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() It has greatly under-sstimated its personnel re=-
quirements for the a&eguate analysis, evaluation, and dis-
semination of current intelligence reports,

(c) It has complicated its operations with the adop-
tion of an exceptionally restrictive format for the publi~-
cation of intelligence reports,

{d) It has permitted its control and editorial siaff
to assume substantive responsibilities,

(e} Organizationally and psychologically, its opera-
tions discourage rather than promote the development of area
competence, individual expertise, amd personmal integrity.

{£) It has not yet firmly ascertsined and established
its audience and geared its reportimg accordingly.

(g) It does mot possess that research support which
is essential to intelligent current evaluation,

(h) Its chamn2l of communication with collection
agencies is complicated, unmcertain, and of doubtful useful-
nest,

(i) It has not organized itmelf efficiently as a
center of information to which spot requirements can be
addressed with the expectation of expeditious processing,

(i) Having no certair access to standing policy
commitments of the United States, it is also therefore
guilty of produecing "useless knowledge,”

Ce To an obsession with the compartmentalization of functions
may also be attributed the prevailing gross mis-emphasis within CIA
upon the relative importance (and prestige) of these wvariocus func-
tions, In the resulting "hierarchy,” current reportorial activity
hag been sadly under-estimated, Yet, this fumction is at the very
strategic ceater of any intelligence service:

"The descriptive element of strategic intelligence,..is the
groundwork which gives meaning to day-to-day change and the
groundwork without which speculation into the future is likely
to be meaningless.,.. Practically nothing knowan to man stands
completely still,... Knowledge devised to fit the require~

- ments of grand strategy must everlastingly take into account
this fact of change, Xeeping traek of the modalities of
change is the function of strategic intelligence in iis cur~
rent reporting phase,,.,. As the reporting element carries out
its task it comstantly adds freshmness to the content of the
basic descriptive element, It does more than this, for in

Approved For Release 2000/04/1 ﬁfmr’ﬁgﬁmﬂ?m762A0004ooo50001 9
Security \nformation



or Release 2000/04/18 : CIA-RDP79T01762A00040008000%%

keeping otherwise static knonledme up~to-date, it maintains

a bridge between the descriptive and,...the speculative-eval-

ative elements...a bridge between the past and the future."

There are no "in-betweens™ in a national intelligence service:
either it is "good" or it is "“dangerous.," Whether it is good or
dangerous depends upon the current reportorial staff who must not
only:

receive, analyre, and evaluate the entire raw data production
of all collection agencles;

but must slso:

relieve all other agencies of the smalysis and evaluative
burden;

disseminste periodic, fiaished, kasic intelligence reports;

importantly support (if not absorb) the speculative fumction;

give real guidance to e¢ollection ageaﬂias and act as the

transmitting office between final consumer, the policy-maker,

and the collection mechanism;

become the center of information upon which consumers confi-

dently cal) for current intelligence summaries, spot analyses,

and situation summaries,

d, Finally, given an excessive absorption in compartmental-
ized function, the danger is inevitably magnified that CIA as a
whole shall forget that it is, in the last analysis, a service agen-
¢y. It is not enough that we quite admirably mvoid the pitfalls

of policy recommendation: we must never forget that, 1o be of

service, an agency cannot isolate itself from those it serves,

their needs, their problems, and thelr requirements.

¥e hope that, in the foregoing survey, we have amply justified
our cenviction that the Central Intelligence .gency is in real need
of a thorough-going reorganization, sccompanied Ly a fundamental
reorientation., As for the sgency as a whole, we honestly confess
POMFLD 3\5
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no competence in recommending solutions to problems which, in the
process of such reorganiration, caasnot even be foreseen. IHut we
do suggest that, in approsching these problems, the following
guiding principles should in any case be operative;

(1) 1If central intelligence is to survive as a vital,
important, and independent agency, it must assert vigorously
its prerogatives in the field of national strategic intelli-
gence,

{2) The present functional specialization -~ with its

copconitant imperial fiefs and compartimental iron curtaing --

must give way to a united agency, organized to achieve a

common purpose.

(3) Ve believe that that end-purpose must be re~defined
as the production and dissemination of national intelligence

reports on m current basis,

Proposed Organization

The organization that wo suggest would boing together the
personnel engaged in pll the intelligence fumctions; i.e,, it
would bring together the specialistis in collection, research, cur-
rent reporting, and prediction., lHoreover, it would bring them to-
gether on an area basis, since it is by areas that world problems
are deslt with by the policy-ngkers., We would call this aggrega—
tion the Intelligence Office,

e The Office would consist primarily of couantry units,
staffed by trained country speciglists,

B. The Offtce would be administered by a control mechanism

consisting of:

fa) - 8 !
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a top executive;

a small bhierarchy of regional executives;

various service or administrative agenciles;

an intelligence staff of trained functional specialists
who would provide guidance to buit would not exercise
line control over functional specizlists assigned to
regional branches; (As a starter, we would certainly
suggest staff representation for a top-notch econonist,
interaational lawyer, geo-politician or geographer,
sociologist, psychclogist, political theorist, etc.);

a saall board whoss sole function would be the scanning
of ares reports for indications of hostilities,

C. Each country unit, under a desk officer, and subordinated
to regional branches according to ressonable principles of proxim-
ity or relationship would consist of the following personnel:

country politiecal specialists;
country economic specialists;
country military specialists;

country soclological, cultural, and psychological special-
ists;

country basic-researchers;

country situation analysts;

country long-range anmlystsg

collection specialist;

consumer liaison specialist (assigned to regional branches).

a, BEach country unit, under the direct supervision of the

reglonal office supervisor (who would receive advice and guidance
from the Intelligence Staff working through the line staffs) would
be responsible for the production of the following intelligence:

current, periodic intelligence reports in the politiecal,

economic, military, sociologicasl, cultural, and psycholog-

ical flelds;

ad hoc situation reports; v
Approved For Release 2000/04/1 §"§§EW@E%WMB2A000400050001 -9
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basic research reports;
periodic lonmg-range predictions;
spot-reports in response to consumer spot-requirements,

e, The current intelligence division would operate in accord-
ance with the fundemental principle of substantive competence, au-
thority, and integrity of the area specialist, Subject only to the
direction of the desk and regienal supervisor, the couniry speciale-
ist would be the sole judge of the evaluation, amalysis, and impor-
tance of any givea item of intelligence reporting,

f, Country specialists, together with the hierarchy of area
supervisors, would be obliged to obtain agreed positions on inteili~
gence interpretations in matters of multi-area significance,

Ee The intelligence staff would provide guidance to =< but
Bot control over -- the area hierarchy, The intelligence staff,
operating solely through the crganization hierarchy of area units,
would perform the useful function of post-publication criticism —-
including the detection of and the recommendation of resolutions
for positional conflicts,

h, Publications "control™ would be performed by a small staff
of editors amd reproducers organized sclely as a service unit,

i. Among those administrative units supporting the top execu=~
tive would be a division of consumer liaison whose sole purpose
would be the ascertainment of consumer requirements and neods and
the communication of those meeds to the area hierarchy, A similar
lisisor unit would facilitate #teady cooperation between analysis
and collection divisions, |
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Section 3. Reporting

Objective of Reporting

The objective of reporting is the coanveyaance to snother of a
nesgage, Given the purpose and clrcumstances of delivery, that mes~
sage should be the "full story" =~ whether long or short, simple or
complex, The determination of what is or is mot a "full story” is
a2 delicate ealculation upon three variables: (1) the requirements
of the reader; (2) the regquirements imposed by the material; and,
(3) since writing is "frozmen thought,"” the requirements which origi-
nate in the writer,

These objectives, dimensions, and variables are gemerally ap~-
plicable, and, are certainly operative in the field of successful
commercial publication, Any number of better magarines and news-
papers owe their success to the prior determination of 3 defimed
audience, to a carefaul concern for felicitous expression, and to a
sharp awaraﬁess of the value 0of a sensitive expert "reaciing” to
the impoart of a new message, The Loadon Ecaneaisg,lior example,
discusses the problem of German unification when there is something
to be said on the matter, and, with considerable indifference to
the problem of leagth, interprets the facts in a pertinent mamner,
In consequence, the Economist has an established audience -~ because
it is accurate, its interpretations excellent, and, pre-eminently
awvare of the communicative value of style, it is readable, It is
the conviction of the present writers that these principles are

equally applicable in the field of imtelligence reporiing,
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Faults of OCI Reperting

Aside from the unfortumately vague conceptions of audience,
what other considerations have determined the format and the cone
tent of curreat OCX publications?

&, Pre-eminently, there is obsession with the question of
length ~~ irrespective of subjeet-matter, and therefore, irrespec-
tive of reamder, writer, and material,

be There is esteem for the crisis -- an affection which is
notoriously careless of material, and, of the policy-maker who
quitg legitimately may desire to measure the success of his career
by the erises he has avoided through a timely awareness of a "situ-
ation" rather thar by the critical moments which he has rather
helplessly survived,

Ce There is the injunctien that every article must depend
from a "well~understood peg" ~- which results in false emphasis,
and distortion of fact,

d, There is the aversion to the complex, The writer who
must pretend that he knows less than he does likewise must assume
that he produces for a reader incompetent to understand the complex—
ities of matters on which he must render decisions,

e, There is the eschewing of public information, on the
doubtiul assumptior that intelligence is "secret" information rather
than “official information™ oxn foreign areas, Given the avidity
with which the world crisis is pursued by the press, the logical
extension of the dual principles of "nothing but crises™ and "no
public information" would effectively obviate the necessity for any

intelligence communication whatsoever,
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f. There is the conviction that the "factual™ is coterminous
with the "dull" -- which, irrespective of what it does to writer
and material, very quickly eliminates the "goal" of intelligence
communication -~ mamely, the readers whose obligation to read is
something less than enforceable, ,

Lo There iz the preference accorded to the "field report”
contrasted with the disdain accorded to the insight of the analyst
=~= a8 gratuitous an insult to the profession of evaluation as can
be imagined,

It 1s our candid view that these entirely artificial obstacles
to good intelligemce reporting are in many cases no more than en—
grained habit and perpetunted prejudice. In other cases, they are
clearly attributable to the dictation of format and content by user
agencies in ignorance of the needs imposed by the nature of intel-
ligence, They are enforced by the numerous layers of substantive
reviewers and compounded in particular by the "community review"
procedure which emphasires the "black and white” of world develop-

ments to the exelusion of the more truthfal fgrey,”

Effect of OCI's Approach
In any case,; the results im practice have proved highly dele-

terious:

2 As any analyst will confirm, the current intelligence bul-

letin, with its emphasis upon the short sentence, the clipped phrase,

and the lacanié expression, has a very limited use as a medium for
the reporting of stirategic imtelligence. It is geared to reporting

the isolated event; the crisis development, the obvious alarum, to
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the exclusion of the solid statement of status, the interpretative
comment, and the coherent analysis,

b, With attention centered on the bulletin, the current in-
telligence digest has become @ repository of the trivial, the medi-
ocre, and the rejected =~ in the mass of which the solid item is
submnerged,

Co The current intelligence review, frankly devised as a
corrective to the adwmitted insdequacies of the bnlletin and the
digest, is ironically sacrificed to the same doubtful principles
which decree: (1) that, as another curreat periodical rather than
a supplementary, expository report, produced as occasion demands,
the review shall emphasize the sensational and the critieal to the
exclusion of the status, situation, and smalytical report; (2)
that, as a periodic rather than an ad boc production, the phileso-
phy of "production™ shall alsc prevail; (3) that, as another report
for busy people, the same limitations on style, expression, lemgth,
etc,, shall operate.

Remedies

What remedies are in sight?

e In the first place, we are relatively eerfain that 2 re~
vamped intelligence agency producing basic intelligence for an
audience several times larger than the one now merviced will of
necessity be compelled to devise a reporting system which is more
flexible than the prevailing one, We feel, further, that am over-
hauled agency which is producing intelligence for users we can
clearly 1de#t1fy and vhose needs are stated, will as a matter of

Approved For Release 2000/04HB!:iCIf-DP79T01762A000400050001-9
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course eliminate the present obstacles to the "full story.™ The
existence of a defimed audience will furthermore permit that flexi~
bility of language which derives from "competency communicating to
competency,” 4nd finally, an organization of trained analysts, who
&re respected for their expertise, will be permitted that latitude
of expression in which "crystallized thought” is meaningfully com-
municated to another, No single step ecould better improve our out-
put than the removal of the battery of restrictions under which we
1abor now,

be On the positive side, there are undoubtedly numercus
"devices" which would go far to increase the accessibility of intel-~
ligence knowledge to consumer agencies. We urge, for example, the
earnest consideration of a "device™ which has been previously sug-
gested by Mr, Domald Muntz and which is intended to release periedic
publications from their current slavery to the idle repetition of
basic situations and frequently inane generalities, As we have
noted previocusly, the essence of current reporting is the “keeping
track of the modalities of change.” In other words, our coinage is
the exchange of "manifestations"” —-- we deal with what alters, moves,
develops, Yet, a vast percentage of our publications is wasted in
the attenuated reproduction of basic situations which either do not
change or change oaly slowly, Why casnot these basic situations be
"stored," "preserved," and relegated to a convenient reference
"library” where the unfamiliar may be consulted by the uaninformed?

A solid basis for current reporting could be established by
the prior depositing with consumer agencies of an "Encyclopedia to
Current World Problems." This would necessitate the preparation
by uiea analysts of basic statements of outstanding problems of

Approved For Release 2000/04/188MMT01762A000400050001-9
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continuing interest, together with briefer statements of the cur-
reat situation, These statements would be subjected to continual
review by the analysts, and rewritten whenever necessary, Subjects
could be added or removed from the Encyclopedia as the situation
warranted, but the Encyclopedia would remain as a storehouse of
what i& vital, basic, and esseatial im each area of US ianterest,
All current production items might usefully be referenced to these
basie reports for the convenience of the consumer, and each current
item might bear a serial number for the guidance of that consumer
engaged in » comprehensive review of any given problem,

€+ Relieved of the burden of the generality, the routine
daily publications can then effectively perform the function for
which they are intended: the communication of spot developments,
as items of reasonable brevity, ia a publication of manageable
size, To perform this function, it goes without saying that such
& publication should not be comfined to the treatment of crises;
that developments should not be twisted to "fit the familiar peg;"”
that complex matters, if susceptible to treatment in a short space,
should not be banned; that public and "low~classified™” informatiom
should not be scorned; that the entire publication and each individ-
ual item should be "readable,"

(1) ¥e propose, furthermore, that the bulletin anéd the
digest be consolidated into a single publication —= preserve
ing, of course, the prevailing sectional division necessitated
by security classifications, There appeare to be no need for
two dailies, and a consolidation would bring to light the
s0lid Digest items while squeezing out the trivia,

Approved For Release 2000/04/4 8N ElA-KDHI9T01762A000400050001-9
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{2) ¥e propose that this consolidated publication of cur-
rent intelligence be devoted exclusively to items of the so-
called "comment™ type, This will permit real flexibility in
the exploitation of materials and avold that unfortunate im-
pression so prevalent asong State Department personnel, for
example, that eur presexi publications merely are summaries
of state cables, Host importantly, the eenient-type piece
will release the real eapacities of the couniry expert, Ve
are convinced that the unbroken expository presentation is
the best medium for the communication of analysis -- the plac~-
ing of events in perspective, the disclosure of relations, the
assessment Qf importance,; and the extrapolation of tremds into
the immediate future,

(3) As a concession to those who are nervour about "fac-
tual accuracy" and "source evaluation” we recommend that these
matters be taken care oY through a system of footnoting, copl-
ously utilized, Such feotnotes might also usefully serve as
references for the identification of persoms meationed or the
definition of terms which otherwise would disrupt the contipuity
of expression,

(4) ve propose, furthermore, that certain steps be taken
to insure the maximum useability of this consolidated periodic
publication of intelligence items of top~policy, strategic,
inter-departmental interest, 48 we see it, the major problems
are, on the one hand, to bring to the immediate attention of
the top-policy makers those items of immediate concern, and on
the other, to alert intelligence consumers to epecific informa-

tion which, while of geperal interest, is in response to spe~
cific requests for intelligence guidance,

Approved For Release 2000/04/1 %Wﬁmm:m 762A000400050001-9
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(a) The first of these problems, to which the bul-
letin is presently directed, can best be met by a simple
“alerting"” procedure carried out by the intelligence
staff. To this staff would fall the daily task of se-
lecting from each day's curreant production those items
of top~priority interest and their one~sentence summar-
ization, This summary would be attached, as an "Alert
Index,” te the current intelligence publieation prior to
its distribution to those persons or major depariments
responsible for immediate action in the foreign policy
field,

{b) The second problem, which will arise from the
emergence of the current intelligence publication as a
summary of items of general interest, selected, however,
partly in secordance with specific agency requests for
intelligence information, can best be handled by the con~
sumer lisison staff, We propose that this staff likewise
propare for the guidance of intelligence readers a handy
“Consumer's Index™ which will advise specific agencies
that in the current release there appears an item in
response to = previocus request for information, The in~-
dex would identify the requesting agency by name, the
oumber of his request, and the page of the current intel-
ligence publication upon which pertiment information can
be found, ‘

{5) We recommend, fimally, the desirability of shifting

the current intelligence review from a perlodical to an ad hoc
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basis, preserving the possibility therefore of its utilization

in accordance with need and thus avoiding present time~lags

and the pressures for "production for production's sakal' (We

pay sssume that, in a good intelligence sgency, the analyst

vho is not writing is nevertheless still thinking,) Rehabili-
tated and recast as an nd hoc sitmation report, with entirely
new vistas of style, length, and subject matter, the current
intelligence review could become a powerful and flexible medium
for making sense out of current situations, for disclosing
trends in day~to~day developments, and for exposing in all
their complexity and subtlety the multi-aspect bases of current
intelligence events,

(6) 4As a supplement to the periodic and situation reports
vhich we have suggested above, we further propose a wider util-
ization of special spot reports which, containing intelligence
guldance in response to specific requests, but too specialized
for gemeral dissemination, will provide a convenient and fast
channel between the national intelligemce center and the numer-
ous agencies having legitimate claims to intelligemce informa-
tion,

In conclusion, & note on two current problems:

- 1 We seriously suspect that the so-called "problem of con~
tinuity” is of doubtful applicability in the case of periedic re-
ports of intelligence events, In the first place, an impressive
percentage of the strategic intelligence reporting on a relatively
full~-coverage basis must inevitably relate to events which occur on
a one~time basis, or, appear on the scene for a relatively short

period of time, fail to materialize as a continuing problem, and
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subsequently disappear. To ignore them would in many cases do seri-
ous violation to the alerting responsibility of intelligence; to
"relate" them to previous, coterminous, or contiguous events {which
would be required by "continuity") would in many cases attribute a
logical relationship which by no means cxists, In the second place
even continuous evemts appear "contimuous™ in such diverse units of
time that it i mext to impossible to establish their continuity in
a daily publication, Continuity may be a yearly or weekly, a5 well
a8 & daily matter; it will certairly not be the same in all situa=-
tions, All of which, in the third placo, brings us to the real sig—
nificance of the question of continuity: continuity ~= which 1s un~
brokenness, relatedness, development, trend ~- will be found in re~
ports which fit logically into an usderstood general situation,

Ve suggest, therefore, that the real answer to the "problem of
continuity” lies in the establishment of the "Encyclopedia of Verld
Problems" (mituations) which we have previously supported, The
recipient of say item of current intelligence would have only to
turn to the statement of the basic situation and curreat tremd to
acquire the complete backgrouand and context of any receat develop~
ment, It would then no longer be a matter of any importance if the
same subject is reported upon daily or weekly in order to fulfill
the requirement of comtinuity,

be Secondly, while we welcome the added importance which
the "briefing” technique has mecéntly'zaﬁunea 28 a means of commune
icating intelligence to the consumer, the usefulness of this pro-
cedure will depend upon full awareness of its limitations, Formal,
oral communication of intelligence invites all the dangers whickh we
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have cited in the case of written communication -~ over- or mis~
emphasis, inadequate analysis, over~simplification, etc, == and
incurs additional hazards of its own, Since the briefer is custom-
arily several times removed from the person of substantive compe~
tence, the opportunitie=z for "misinterpretation en route™ are numer—
ous, The briefing thea, while a useful supplement to printed intel~

ligence, can never substitute for it,
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Section 4, Office Btaffing and Facilities

The Analyst’s Need for Asmsistance

Most large organizations that are built arcund ome primary
skill need considerable support from other workers anmd from vari-
ous facilities. Large outlays must be made, so to speak, for both
"{eam and individual player™ equipment,

In intelligence, the snalyst is the primary worker, but ke
finds himself without the requisite assistance from other workers
and from needed facilities, He seems to be regarded as self~-suf~
ficient., FKevertheless, he is expected to:

B keep abreast of imcoming material and to make & rapld
disposition of it, Sisce the incoming material inevitably accumu~
lates if the analyst personally handles those documents that are
of no use to him, this capability implies the need of a preliminary
screening,

be locate any filed raw material or previous production in
a matter of momeants, This requires a considerable effort in keep~
ing files up-to~date and in good order,

Co easily and guickly cbtaim abstracts of material, This
indicates both the need for a comsiderable typing service, and, in
cases where material to be abetracted is not concise but must be
paraphrased, the need for modera devices,

d, compose efficiently, in aecordance with his own working
methods, This implies the need for the same kind of assistance
which exists in the case of abstractiing.

é. get finished production typed accurately and quickly.

f. have ready access to all ferms of supplementary informa-
tion, such aa‘thgt contaimed in books, newspapers, and maps. Im-

plied here is the need for a small library eof materials pertiment
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to the analyst's work, for bookcases, for clipping scrapbooks and
personnel to keep them up, and for means vhereby maps may be
practicably stored and utilized,

Inadequacies of Present Staff and Facilities

The indicated personal assistance and facilities are at present
available te CIA analyste on only a small, inadequate scale, or not
available at all, In an integrated Intelligence Office, such as we
have proposed in Section 2, the need for them would be much greater.

The question is simply whether the job im which we are emgaged
is thought important emough to be dome right, It is cobvious that
presently OCI is on s makeshift basis, partly for reasoms of economy,
and partly because of ita history. When organized in 1851, it was
on trial, and was admittedly given a skeleton staff. The T/0 has
not been emlarged appreciably since, Furthermore, the original
mission of ite analysts was to provide simple, terse, and rapid
trestment of outstaading daily developments on the basis of incoming
material, No historical background was expected to be necessary,
and files built up before OCI's organization were systematically
destroyed (to our everlasting regret), The analyet himself was
supposed to be responsible for omly & "gemeral knowledge™ of con-
ditions in his ares,

Though the formal terms of OCI's mission and responsibility
have not been altered, the practice today is vastly differeant from
the assignment of 19851, Now, whenever offielal interest centers
in & situation or development, the CIA analyst must be the best

informed person in Washington, on the details as well as on the
generalitien,
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To cope with this responsidbility, ‘he analyst requires a meas-~
ure of non-analytical assistance, or he will be less effective than
he should be.

A large section in OCI today is fortunate 3f it has one good
clerk~-typist te do filing, abstractiang, clipping, screening, and
routing, im addition to typing. {Indexing is not even attempted,)
She is fregquently overworked, or temporarily assigned to other work,
and is inevitably absent occasionally on gick or annual leave, with
no one to take her place,

in these circumstances, the analyst is expected to take up the
slack, and to perform the household functions himself, For hours,
a GS=11, 12, or 13 may be operating in the job of a GS~4 or 5, It
is difficult to imaginpe profeesionals in the Justice, Commerce, OF
State Departmenis, or in private enterprise, being in the same pre-

dicament,

Recommendations for Staffisg

we therefore recommend that each sectiom, even 28 presently
organized in OCI, have as a minimum:

A typist-stenographer (the large sections should have two); and

A clerk~-screener, capable of acting as 8 typlst,

The assigmment of such personnel to even small sections would
insure some back-stopping in the event of the absence or temporary
re-assignment of clerks and typists in large sections,

The establishment of our proposed Intelligence office would,
of course, call for a reassessment of clerical and typing needs,

As suggested in his title, 4t would be the function of the
clerk-screener to relieve the typist of her present duties of

screening and routing, straight filing and tentative wesjing out
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of the files, and maintaining scrapbooks and map collections. He
would alse undertake to do waluable indexing,

¥hile it is true that nothing in the files should be thrown
out without the knowledge of the amalyst, the chore of systemati-
cally combing them to see whati might be discarded is something the
analyst seldom has time for now, It would be extremely helpiul to
have the clerk-screener do this, with the analyst giving final ap-
proval,

It seenme to us that everything possible should be done to keep
the analyst at his essential tasks of reading, thinking, and writ-
ing., When the pinch comes now, it is the thinking time that is
sacrificed, since, given the production philosophy, the analyst
must go on reading and writing, There is a good deal more neod
for thinking than for writing.

Recommendations for Facilities

In the matter of facilities, it is apparent that if the anmalyst
must be completely informed on topics assigned to him, he must have
complete files, These are now denied to him, net only because of
the inadequate clerk corps, but slso because of the limitation on
the aumber of safes, 0ld cables and documents are now regularly
discarded (on the basis of age) to make room for new, in the hope
that they won't be needed; then, the next week the analyst is asked
to trace the development of asituation over the past seven years,
having nothing but his memory to fall back onl

* Clearly, the analyst should be granted safe accomodations for
all material that bhe feels may be useful,
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In the process of composing articles, the analyst today must
either write in long~hand or type, something at which few analystis
are proficient, These methods, laborious and stultifyiag to many
people, have long been superseded in private enterprise, and to a
large extent in govermment, Many people de not write or type fast
enough to maintain coatimuity of their ideas, The agency would
more fully expleit the capacities of many of its employees 1f 1t
made it possible for them to dictate to a stenographer or io use a
dictaphone, The dictaphone, incidentally, would be emormously use-
ful in making paraphrases of material for filing when the gist was
not sufficieantly condensed,

Finally, a plea must be nade for adequate referemce material,
and for methods of storimg it in an accessible repository, It is
certainly apparent that the library ig no substitute for a small
collection of books in each seciion, and the most useful 1ibrary
books are "always" out on loan, Present policles Qﬁ;caurage the
purchase of books; even if a section could get them, it has no
bookcases, and security regulations frown on the storage of anything
on desk tops,

A file of clippings of newspaper articles is cssential to sec—
tion operations; yet again there is no proper place to store a
large-sized scrapbook (nor persomnel with time enough to maintain
the book). More and larger file cabimets are meeded, nmot only for

serapbooks but for other bulky unclassified material,

Presently == and usually sgainst some regulation -= a fow
mape are hung on the wall, but there is no room for the large-scale
maps which are often imdispensible. They must be stored and exambed

Approved For Release 2000/04/18:: CiA{RBRIAT01762A000400050001-9




Cﬁé%%&ﬁor Release 2000/04/18 : CIA-RDP79T01762A00£0,4.102gg2001-9

on the floor! BSurely there is little reason why CIA cannot have
vertical map frames which are used in schools, muscums, and large
librearies, It must be emphasized that these bhindrances to guick
ascertainment of facts often have a damaging effect on intelligence
production,

Though a beginning should be made, we recognize that the whole
problem of adequate facilities canmot be solved vwhile CIA is housed
in its present quarters, There is simply not space for all the
safes, bookcases, etc,, that are needed, The questiom of the
physical plant is therefore discussed in the next sectiom,

Approved For Release 2000/04/184CIARD ;§£917GZA000400050001-9
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Section 5., Imtelligence Headquarters

The woeful inadequacy of the physical plant presently at the
disposal of the Central Imtelligence Agency is smo well understood
that it would be gratuitous to belabor the point, We plead here
the cause for more adeguate facilities because we regard the
present plant as symptomatic of our difficulties and as 2 definite
obstacle to their resolution,

Pesychologically, the shabby structures which we occupy inevit~
ably impress insider and outsider with the *temporariness" of the
aoperations we perform. Our "lemporary” bulldings are a continmuing
negation of the fact that we sre an agency ﬁith 2 legislative man~
date which implies that we are permanent. They suggest that we
are on f{rial, They suggest an absence of prestige. They do, in
fact, detract from the product by which we should solely be Judged,

| Physically, they impose the severest sort of handicaps upon
maximum output with maximum efficiency, They are appallingly un~
attractive and operate according to minimum standards of comfort,

Noisy amd overcrowded, they preclude that sort of concen-
trated effort which, in eur view, is the precondition for the pro-
duction of soumd thought, Professional men everywhere consider
that a personal room or cubicle is a sine gua non of production,

Administratively, these far-flung buildings are a major ob-
stacle to coordinated and cooperative operations which are the
groundwork for a superlative intelligence product, Physieal re~
moteness places a severe strain on control ~= it prevents working

together. The individual capacities and talents of each agency
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omployee are useful to his fellow employee ~= but not if they are
so distant from each other that each in fact operates in isolation,

Fipancially, we are certain that, in the long run, these
physical handicaps to sound operations are very expensive,

I we are to bhave a2 "mew agency,” an institution of competent
experts, dedieated to the production of that vital knowledge upon
vhich the security of the mation will rest =- then we meed the kind
of plant which will help rather than hinder its efforts,
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Bection 6, Career Imtelligence

¥hy a Career Program?

The experlence of govermment in modern and complex seociety
has clearly defined those circumstances under which it becomes
institutionally wore efficient, if not absolutely necessary, to
conduct an efficial activity en a professional and career basis,
In general, these circumstances exist when:

a, fhe talents and skills reguired demand interference in
and a certaln guidance of the pre-employment trainimg of prospec-
tive employees;

b, the degree of specialization of operations demands a
considerable investment im post-employment training of reeruited
personnel; |

¢. whea the efficiency of any given employee becomes pro-
portionate to the acquisition of experiemce -~ frequently long,
laboriocus, and highly techmical;

d, when meritorious performance of the function as a whole
is dependent upon the commandeering of such a sigrificant portion
of & man's or woman'’s 1ife tbat an institutional responsibility
exists for the gemeral welfare and well-being of that man or women;

©, when individual jobs become so specialized - and there-
fore stigmatized -- that a less of employment implies a long peried
of "technological unemployment" and difficult adjustment for those
persons whose sssociation with the activity in question has been

extended,
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"Career Service™ im CIA

it is high time, in the view of the authors of this study,
that the Central Intelligence Agency face up to the necessities
and to the responsibilities which the existence of these very
eircumetiances in its own operations is now rapidly imposing,
There are few among us who, for the most part having stumbled ine
to the Central Intelligence Agency, are not subsequently aware of
pre~cmployment training and experience which would have served us
and the agency well, There are few who are not willing under ap-
propriate circumstances of contimuing salaries and certainty of
employment, to undertake extensive periods of pest-employment
training intended better to fit us for our jobs. There are numer—
cus positioms wbere the imcrense in personal competency is a coa-
sequence of experieace over a considerable period of time in a
specific subject matter, 7There are many of us, who, havimg beea
employed for several years in the intelligence field, are ngaliad
by the degree of its specialization and the diminishing transfer-
ability of the kind of experience, knowledge, and reputation which
we have acquired., Ve hi¥§ gquite legitimate fears that, having set
2 course, there are few altermatives, and no turning back,

VWhether we like it or not, the intelligesce officer becomes a
"professional.” The Central Iatelligence Agency owes it to itself

and to its professionals to insure the continulng feasibility and
desirability of cmpable and respectable employees to devote their

talents to the intelligence field., Without such insurasce, we are
certain that the kind of aational intelligence center which we
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envisaged will be emnormously bBaasdicapped by the unavailability of
those experts who can in turm iasure a product of utmost reliablility
and insight,

Deficiencies in CIA Personnel Policies

We detect the first evidence that CIA has mot yet realized
its professional nature in the tendemcy of the agency to recruit
the youthful and aévantnresenﬁ; without supplyihg g sufficient gore
of the highly~trained and mature., We have not yei offered those
attractions, particularly of salary, which would briang to intelli-
gence the wisdom and insight which come from experience. ¥e have
tended to depend upon B mass community product, relying upen dupli=-
cation to expose and correct eorrors, A a haven for beginners
rather than a goal for experts, we have remained regrettably
amateurish,

There is mo reflectiem here on those numerous and earmest
"youngsters”" among whom we count ourselves; but we are aware of
our own limitations, and therefore of the limitations of our pro-
duct, Ve plead for the guidance of the highly kmowledgeable, the
opportunity to improve our tslents by association with them, and
the askuranca that having acquired that experience and training
which establishes some claim 1o real expertise there will be re~
warde for our efforts,

4 second evidence of the lack of a full appreciation of the
professional nature of intelligence is the concentration of ia-

training programs on the cellection phase of intelligence, If
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there is any cause that we have intended to plead, it is that of

a wider conception of intelligemce, From that broader perspective,
collection is only at the begineing of intelligence., Granted the
need for training agonts, 1z there not alse the meed for training

analysts?

Problems of a Career Service in Intelligence

Re Financial Reward. As for making intelligence as attrac-

tive a profession as others, it must be recognized that the intel~
ligence ofiicer completely lacks the opportunities to reach the
level of imcome enjoyed by lawyers, doctors, and engineers,

b. Social Importance and Prestige. Despits the obvious im-

portance of a prolession aimed at assisting the formulation of the
nation’s foreign policies, and therefore of promoting the national
security, the intelligence ofiiéﬁr’s sange of this importance and
his prestige are damaged ia several ways, His awareness of the
deficiencies of the product and of the difficulty whieh iatelli-
gence encounters in having an impact ou policy~formulation makes
him sensitive to the attitude of laymen that iatelligence is the
"¥PA of the 1950's,"” Furthermore, those employed on the "covert"
side cannot acknowledge their membership in the profession,
¢, The Satisfaction of the Job, Though it is true that many

of us have come into CIA more or less through accident, it is also
irue that most of us tuke a real pleasure in the job., The princi-
pal drawback ig the almost certain knowledge that our handiwork,

hovever, however pailnstakingly done, will be disassembled and re-

built, ¥e then have little of the incemtive of other professionals
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to "put the best of ourselves" into work which we can recogonize
as "our own,"

d. Security. Reasonable conditions of job security presently
obtain in CIA, though it must be pointed out that the possibility of
remaining on the job involves not anly‘sinpie protection but promo-

tion opportunities as well,

Recommendations

For the purpose of reecrulting qualified personnel, continuing
their training, anmd creating those essential characteristics of an
attractiveness in the profession, we suggest that CIA:

a. Seek to have several universitiesset up undergraduate
courses specifically to provide the general training which is de-
sirable for all intelligemce officers. There is no problem of
security here any more than there is in the case of training for
the diplamatic service, whose operations are confidential, This
move, however, would establish the imtelligence profession as a
separate and respectable eccupational target.,

b. Seek legislation establishing an Intelligence Service
composed of a corps of intelligence officers, This law would
parallel the Rogers Act setting up the Foreign Service,

Ce Generalize the in-training program, not to the exclusion
of "agent training,™ but im the direction of providing trainiag is
the specialties of research, analysis, prediction, etc., which we

frankly consider more important,

W

Approved For Release 2000/04/18" CIA-RDP79T01762A000400050001-9




-

_.Approved For Release 2000/04/18 : CIA-RDP79T01762A000400050001-9

Poe o 35
CONFIPERTIAL
4 Sat Up 2B ocut~training program, so that CIA employees

may receive appropriate additional educatiorn at pniversities and

elsewhere.
e #xpand the intra-agemcy rotational pregram on a volum=
. .l
tary hasis.

f. Liberalize the foreign residente and travel programs
to give headquariers persoasel curreat experience in the area of
their specialization.

£, Establish a system of proper and sppropriate non-
material inceatives,

h, To place the social tmpor tange of the prefession beyend
question, teo establish the prestige of the service and the indiv-
tdual officer, and to set & new valuation en the work of the in-
dividual, adopt these reforms of ergasization, repertizmg, and
physical plant which we have previously recosmended,

i. For the prosection of the individual and the agency,

5 ”
seriocusly comsider a rigoreus poliey of “"premotion up, Or out,

Lecrity intorination
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